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"Case Study #3: The 'Contract Coliege' Type:
Inion County Coordinating Agency for
Higher Education

by

+

.Richard Lucas , .
Executive Director, Union County Coordinating Agency
for Higher Education
.. The Union County Coordinating Agency for Higher Education pro-

vides the means by which Union County in,NeW Jerse# makes immediate

and extensive use of two existing educational institutions, Union

. College (in Cranford) and Union County Technical Institute (in

.Sco;ch Plains), to secure for the residents of “the county the

{
ser&ices and facilities of a community college. This under-
taking in Union County is significant for two main reasons:

(1) It provides an example of two ongoing institutions

i - -

in;consortium'to do the work of a community college (one special-

I
izing in technical and career programs, the other in academic

courses); and

(2) It provides tangible evidence of a "private'" college in-
Qolved in providing community college services and so designated
i - )

both by statute and in practice.

N

History

Union College was started as the first (and very experiﬁental

;federally financed two-year college under the Works Progress Adminis-

! tration in 1933. Serving the location in the 'absence of any

163 3 ' .
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cdmm;;ity college legislation in Néw Jersey for many years, the '
collége acquired strong local citizen support. It was organized
as an independent two-~year institutibn, dependent moétly upon
‘stu&ent tuition. So ﬁnion Junior Ccilege (later Union College)
was continuing'in the 1960s, when community collegeulegislation
came to New Jersey.

Meanwhile, in 1959 the public Union County Technical Insgi-
tute had been féundéd under provisions of a Neererseyllaw pro-
viding fo; high school and post-high school vocational and technical
training.' inasmuch as the Union Collegé programs Qéd dev;lopéd
mainiy'as academic and transfer courses-at tﬂe cbllégiate level,

' the appearance of the technical institute supplemented the services

of the college. A degree'of cooperation developed, and leading

citizeﬁ; assisted and adyiéedmboth schools. The presidents of

the ;wo_institﬁtions met,often and worked close1y togethér. Both .

served on a special committee appointed to look into the needs in
highér educatio;‘in.the country. By this time i? was evident

: thag both schools were providing many of the services of a

comﬁunity collége.

‘ 'As the propose& legislation for a stafe systém df two-year
colleges came befofe the legislature, assemblymen énd the state
senator from Unibn;Coﬁnty (all of whom had been well %ﬁfbrmed of
thé ongoing ftesources the county enjéyed in having Union College

I

and TUnion Cbunty Technical Institute) sponsored successfully a !
rider to ;he state community college law enabling the county to
contract for two-year-college services. This was followed up
;ith legiélation‘in 1869 establishing the Uhioﬁ County Coordinating

E o ‘ 4 ' :
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Agency for Higher Education, with its own local nine—ﬁember board.
Appointments are made by ‘the county board of freeholders. The
passage of the enabling legislation .and iés implementation thrqﬁgh
apprbpriation and endorsement at the county level'(ip New Jersey
State and county are about equally %esponsible.fof financial
'éupport-éf commgnity colleges) were notably achieved through full
biparﬁisan support. The praposalIWFS at no time a pol{tical issue.

Perhaps‘oné meaﬁs of measuring properly tﬁe significance of
this particular eiperimeﬁt iq cooperation and the focus surroun&ing
it is to consider the alternative. In those years when the Union
County pian was being ratified, many other New Jersey”Egﬁn;ies were
embarking upon new community colleges. The capital c;Sts alone
ranged from six to twenty-five million dllars. -1t is estimated
that for a county the size of-Union County the initial capital
costs would have been at least $10 million and would have reached
$26 million quickly in a necessary second stage of development.
Moreofer, new coileges had to assémblé_administrators and staffs
and faculty, purChésé equipment, build libfaries, assemble
programs, éndldo a hoét of otlier things before even.opening their
doors. 3eyond this, they would have to wait several year;'to

demonstrate their entitlement to regional accreditation. All this

Union County had going for it righﬁ‘frdm the start,

" The Arrangement

The Agency, established in 1969 and functioning ever since
thén, is charged with the duty of détermining the needs of the

county with respect to public higher education on the level of the

. )
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first two years of education beyond nigh school%;and it is also
charged with determining to what extent existing institutions
located in the county shall be utilized to meet such needs in
whole or in part, and for planning for the future development
of the institutions; It coordinates the operations and facilitiee
of the two institutionerfor the maximum service of the citizens of
Union Coumtp; collects state and county education ailocations; and,
in accordance uitn contractual arrangements made with each insti-
tution, reimburses thege institutions for services‘rendered. This
is done in accordance with the provisions of Chapter 180, Laws of
1968 of Neu Jersey, a specilal act providing for the establishment
of [such an agency in a county desiring to avail itself of existing
independént two-year-college faciiities. In 1969, contracts were
drawn up and signed between the agency and thedcollege,'between the
agency'and‘the institute? and between :pé college and the institute.
This triangulation of agreements.enable; the'agency_to.procure
.educational serpices from'the two institutions and to éompensate for
the rendering of such services in accordance with county budgetary
provisions and with the approval of the chancellor and the state
board of higher education. It also enables the two institutions,
through their own contract, to offer special programs by which
students on one campus may take courses on the other; and it
specifically provides that Union County Technical Institute
students in approved college-level programs will receive the .
Associate in Applied Sciences degree bestowed by Union College by

~

autnority of the state board of higher education. These articles

-
P
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of agreement were approved by the chancellor and the state board-
of higher education in 1969 and wént into immediate effect. This
marked a milestone in New Jersey gﬁucation for the utilization of
resources, both independent and public, cooperating together to
widen educational opportunity and avoiding coséiy and inefficient
duplication of programs and facilities. The relatioﬁship is not
managerial. It is supervisory, advisory, and visitorial.

Each institﬁtion has the opportunity to shape creativeiy its
.own character-and role. At the same time, through the agency the
.;wo institutions coordinate their programs and facilities as much
as possible with' each éther for the welfare of the entire county.

* Each institution has its own distinctive édwcationaiiofferings“

The programs at Union County Technical Institute are p;imarily
technical and business courses, health related courses, programs
for two years or less, designed to meefL the many—facetéd needs of
business, industry, governemtn ageﬁcies,.and the professional and
. semi-professional demands of tﬂé.county. Uﬁion College, developing
inia traditidn'of;close cooperatioﬁ with four-year colleges and
universities dating back to its founding in 1933, has emphasized
curricula in tﬁe liberal arts, scieﬁce,’engineering, and business
administration. The 6fferi£és in evening, special; and continuing
education are offered on both:cémpuses.

In accordance with the»arrangeﬁent provided for by statute
and in the contracts with Union Collegé and Union Couﬁty Technical
Institute, the égency regeives monies from the state and tﬁe cdunty
and themn, in turn, forwards payﬁents to both institutions “or pro-

portionate services rendered.
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For purposes of funding at;thq.state level, the agency
is t;eated in the same‘manner as other community colleges in the-
:state, that is, state funds are allocated on an FTE basis. At the
councy level, the agency submits itslbudget to the cdunty dep;rt-
ment of finance for review, inclusiof and approval in the county
budget process.,' . )

The importance of the Union County innovation in higher educa-
tion in providing direct and sharp lines of communication may>wellm
turn out to be ome of its most influential coantributions. . Throuéh
regulafly scheduled meetings, systematic reports, constant con-
tact,f;nd recgrrent review,lthe aéenc§ and.coopérating institutitns
together exert-; systematic effort not omly to respond to the needs
of the county but to improve and make more effective the'e#isting-
programs and offerings. The agency, moreover, by positive team—
‘work.with the two iﬁstitutions, can provide a continuing evaluation
of the scope and effectivenesé:of the offeringsﬂof both. The
agency also is réSpohsible for keeping the fieeholders and other
county officials informed of important developmints in the field
ofhhigher education. Through frequent distribution of reports and
a newsletter, the agency provides concise and regular information to

-

freeholders and otherg.

Observations

. The system has continued to grow and we ﬁave been able to
. - - '
cope with that growth despite declining state funding and a con-
stant level of county funding.‘ Today, éhere are- approximat@ly

&

6300 FTE' s in the Union County System, and an approximate head ) ///
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count of.Z0,000 students. The county has the fifx? lowest FTE
cost in _the state. 'The.range‘of program offerihgs\%s among the

‘ broadest in the state, and we are the leaders in all&ed health
. ‘(
‘ 4 . i
programs "and health care facilities. In addition, /we 'have sub-

contracted, through Union College, with several existing hospital
programs in the county to broaden our offerings.

Until very récgnt times, the Agemncy hasLoperated free of
political interferencer o :

While the arrangeﬁent has had a number of accomplishments, it
hﬁs had its share of'problems also. |

When tﬁe arrangement was conceived, it.was anticipated tha;
the institutions would be tied together much more closely.' This
has not happened for a number of reasong and, as a resdlt,’othér

problems have developed.ﬂ-

’ 4
Structure of the Agency

. The Agency was designed as a weak agency. All managerial

. J )

powers are left to the institutions. The contracts‘between the
agency and the institutions are vague, and contain a provision
for automatic rénewal. The previousTexecutive director of the

Agency was:a\part-time employvee. The Agency currenﬁly has only ..

one staff person. fhe board of the Agency is compgzsed of two

representatives from each institution, four members from the public-.

at-large, and the county superintendent of schools. Up until last
May, the board met only five ;imessa yeaf. In additibn! the in--

stitutional representatives wére the dominant personalities on the
. board. ’ In short, tﬁe agenéy has followed the path of qther’public

7 e

Y
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regulatory agencies; it has tended to beﬁbme the captive of

the firms (institutions) that ostensibly they regulate. /

Competitive Institutions

With aéébuntahility defined in only the most geﬁeral terms,
‘and agency éversight by'committee, institutional coopfration gave
ﬁay to.competition. Agha result, the Agéncy found it;elf funding
duplicéﬁe functions and services as each institution sought to

v

Middle States Association \

build its empire.

The Commission on HighgiyEducation,of the Middle States
v 4 ' _ E
Association of Colleges and Secondary 7chools is a voluntary

‘ accrediting-agency that accredits institﬁtions according to
certain criteria tﬁat encoutagé,institutional excellence. Since
their tﬁonear’fOIIOWHup visit, the Asso fation has expressed its

concern about the contractual relationships between Union College

 and Union County Technical Institute. A letter from the Association .
in July, 1976, stated: - ‘ e
[ . . o
| "The Commission expressed its continuing
concern with the viability- of Union College's re-\
lationship with Union ozzty Technical Institute as
a long-term arrangemegt and requested information
and/or documentation by April 1, 1977 on (1) the type
and degree of control which the College exerts over
the programs of UCTI leading to the Associate’degree
and (2) any developments or changes in the structure
or organization of the coordinating agency."

The Middle States' "Interim Guidelines on Contractual
. . . \ g;
. Relationships With i .-regionally Accredited Organizations" are

clear regarding control of course offerings, faculty,-stuﬁent
v : |

o

¢ records, and student services. The Guidelines also treat \of the ,!f

rd . E

10
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contract,

enrollment agreement
reeruitment.

tuition policies, and student’
As of this date, the College exercises little or

no control over these functions as they relate to Union County
Technical Institute.

Chancellor of Higher Education

t
o
\
\

the Agency.

The Chancellor, in a recent memorandum concerning the role
of the Agency, could see little progress in clarifying the role of

His memorandum made s
with the threat:

specific requests and ended
- \\ ‘
"If evidence of progress toward true coordination

under the present statute is n&t forthcoming according

to the above requirements, I will request that the Board
of Higher Education reassess its recommend&tion for state
assistance to such an agreement.\

\
The Chancellor expressed fear that "The é;ency has never‘been

able to escape the dominance of ins itutional interests and
\

u

'

, |
whether consciously or not, the institutions have tended to manipu-
late the Agency so that it would seldom if ever seriously consider

B . |
or take an action which was not acceptable to the institutions.
e

ments.

Department of Education vs. Department of gher Education

i

There is a conflict at the state level between these depart-
Union County Technical Institute is chartered as an institu-

tion of secondary education, not an institution of higher education.

As a result, the Department of Education has raised the question

: \
\l
of licensure or certification for faculty teaching at the Institute.
/:(

additién, the funding of various facilities and programs has been
|

\

|

uestioned, since the institution also functions as the County
Vocational School
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The Futﬁ}e ‘ ’

A combinat;on of ecpnogies and pressu?es from Mi&dle States,
'from the Chancellor of HigherhEducétion,‘and the licen;ﬁre question

' . .
requires a "bite thefbullet" approach now on the paft of the
Coordinating Aggncy. The Fhesis that I offer here is that
attempts to deal] with significant integration of the institutions

AR .
have failed prgcisely because there has been a reluctance to con-

front the rea¥'issue —- £he question of institutional relationships
\

within the system. N

The Age;éy must not aﬁpear up&illing to excerc}se ité power
Thg[two county educational institutions depend on tﬂe §gency for a
substantial part of their operating budgets. That fact gives the
Agency great élout whiCﬁ ;t-should use. -

TQ? enabiing legiglation provides that the contréct‘"shalf

provide that expenditures...shall be made under the supervision of

i

the agency'and exclusively for the purposes and program apprbved‘by
it." The agency has a.defingd.role in the prep#fation»of the annu;l
budget of the twdlinstitutions. In additi6n, the aéency has ;gg?oval
over new academic prbgrams.‘ ' _ \\

Regarding the composition of the board, the Agenc; currently
has a bill in the legislature to increase the public tepfésentaiion
én the Agénéy board ﬁy two members.l

At the st;ff level, the agency has.comﬁitted itself and
budgeted fqr additioﬁal staff members by Julyrlst.

The Agency stéﬁf would have the responsibility and capaéity
to monitor the academic pfogramming and résearch and thg needs of

the county, to design and implement an agency public and lggislature

—— o
o
e
r'/
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relations program,(and to monitor both budget preparation and
.expééditure including'resbgrce davelopment from® rivate as well
as go ernmEntal sources. ‘ -

The\agency isprectifying the contractuaf relationship with

.- L \‘ ° "‘~—~

each institution. Notice has been served to each institution that
'the'current contracts will be terminated as of June 30 and a new
contract offered for their consideration. While the exact method '
_ofJimplementatdon has not been determined, one possible scenario is’
that the Agency should.have'one contract ; with Union College -

r

to provide the programs and services of a- comprehensive community
college for the residents of Union County. .The College, as’ prime
' contractor, could then sub-contract with the Institute, hospitals,
or any‘otherkapprépriate agency in order to meet the requirements
of its contract with the Agency.

In addition,‘all operational functions should be centralized
%; the College under such a contract. This in essence places total
responsibility, authority, and control for the educational program
on Union College by the Agency and should prov/ﬁe the impetus for
greater articulation and involvement ior technical education pro-

The argument for such an arrangement is as extensive as it is

"co_

*obvious. The Agency's role become defined finally, as
ordinating," accountability lines are established much more
clearly; all students are enrolled.at Union College aéd legitimate"w»

‘Middle States cdoncerns about degree granting are eliminated; some '

economies not possible under the present contractual arrangements

3
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can be insisted upon by thg Agency agd effec;ed by the College;
and finally, the Agency's use of\power and ghé generation and
implementation of'a Masteerlanﬁﬁor Unign County respond to
the Chancellor's concerns about the effectivenesg of the Agency.
I trust you find this brief ovérview of ghé unique arrange--
ment in Union County og value, Based on tﬁis experience, I would
dfge those of you involvea in simila? arrangements to recheck
compliance witﬁ your.regional accfediting autporities, and ask
what mechanisms are-pfoviéed in the érrangement to dssure acéoﬁnta-‘
bility of public funds. | | |
I wish to thank Dr. Kemneth C, MacKay, Former Executive

Director of the-Agency, for his assistance in preparing parts of

|
\

this paper.
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